Human 
Resource 
Management 


Volume 25 


Noel M. Tichy, Editor 


Edwin L. Miller, Associate Editor 

Kim S. Cameron, Associate Editor 
Carole K. Barnett, Managing Editor 
Chester C. Borucki, Book Review Editor 
Susan E. Jackson, Book Review Editor 


School of Business Administration 
The University of Michigan 


Editorial Board 


Lotte Bailyn, Massachusetts Institute of Technology 
Warner Burke, Columbia University 

William N. Cooke, The University of Michigan 
Roxanne Decyk, Navistar International Corporation 
Mary Anne Devanna, Columbia University 

David L. Dotlich, Honeywell Inc. 

Lee Dyer, Cornell University 

Charles J. Fombrun, New York University 

Jay R. Galbraith, University of Southern California 
Eli Ginzberg, Columbia University 

Douglas T. Hall, Boston University 

Arnold F. Kanarick, Analog Devices 

Rosabeth Moss Kanter, Harvard University 

Steven Kerr, University of Southern California 

Alan Lafley, Korn/Ferry International 

Edward E. Lawler III, University of Southern California 
Peter Lorange, University of Pennsylvania 

Ian C. MacMillan, University of Pennsylvania 
Leonard A. Schlesinger, Au Bon Pain, Inc. 

Randall S. Schuler, New York University 

David O. Ulrich, The University of Michigan 
Andrew H. Van de Ven, University of Minnesota 

E. Kirby Warren, Columbia University 


Published by John Wiley & Sons 
for the School of Business Administration 
of the University of Michigan 


1986 


Human Resource Management (ISSN: 0090-4848) is published quarterly, one vol- 
ume per year, by John Wiley & Sons, Inc., for The University of Michigan 
School of Business Administration. 

Copyright © 1986 by John Wiley & Sons, Inc., 605 Third Avenue, New York, 
NY 10158. All rights reserved. Reproduction or translation of any part of this 
work beyond that permitted by Sections 107 and 108 of the United States Copy- 
right Law without the permission of the copyright owner is unlawful. Second- 
class postage paid at New York, New York, and at additional mailing offices. 

The code and the copyright notice appearing at the bottom of the first page of 
an article in this journal indicate the copyright owner’s consent that copies of 
the article may be made for personal or internal use, or for the personal or in- 
ternal use of specific clients, on the condition that the copier pay for copying 
beyond that permitted by Sections 107 or 108 of the United States Copyright 
Law. The per-copy fee for each article appears after the dollar sign and is to be 
paid through the Copyright Ciearance Center, Inc., 21 Congress St., Salem, MA 
01970. This fee is calculated on the basis of a flat rate of $4.00 per item.’ 

This consent does not extend to other kinds of copying, such as copying for 
general distribution, for advertising or promotional purposes, for creating new 
collective works, or for resale. Such permission requests and other permission 
inquiries should be addressed to the publisher. 

Subscription price: $48.00 per volume. Postage and handling outside U.S.A.: 
$19.00 by surface; $53.00 by air. Please allow four weeks for processing a change 
of address. Back volumes, microfilm, and microfiche are available for previous 
years. Request price list from publisher. Claims for undelivered copies will only 
be accepted after the following issue has been received. Please enclose mailing 
label. Missing copies will be supplied when losses have been sustained in transit 
and where reserve stock will permit. 

Postmaster: Send address changes to Human Resource Management, Sub- 
scription Department, John Wiley & Sons, Inc., 605 Third Avenue, New York, 
NY 10158. 

Manuscripts should be submitted to Professor Noel M. Tichy, Editor, Human 
Resource Management, The University of Michigan, School of Business Adminis- 
tration, Ann Arbor, MI 48109. Jnformation for Contributors appears in the first 
and last issue of each volume. 

Inquiries concerning advertising should be forwarded to Dora Castiblanco, 
Advertising Sales, John Wiley & Sons, Periodicals Division, 605 Third Avenue, 
New York, N.Y. 10158, (212)692-6026. 

All other correspondence should be addressed to the publisher, i’rofessional 
Journals, John Wiley & Sons, Inc., 605 Third Avenue, New York, NY 10158. 


Mary Curtis, Publisher Shirley Hochberg, Circulation Director 
Sam Vellela, Subscription Manager Christina Shepherd, Managing Editor 
Laurel Bernstein, Production Manager Carol Ann McNelis, Assistant 
Jonas Rosenthal, Associate Publisher Managing Editor 

Sheila Kaminsky, Production Editor 


| 


Volume Contents 


Human Resource Management 


| 


Volume 25, 1986 


Symposium on 
tional Hunan Resource Management 
Fontainebleau, France 
August 20-23, 1985 


| Co-sponsors: 


The University of Michigan 
ool of Business Administration 
| and 
Institut Européen d’Administration des Affaires 


Foreword / Noel M. Tichy 


The Hypermodern MNC —A Heterarchy? / Gunnar Hedlund 


Hedlund argues against hierarchy as the dominant or even only stable form 
of organizational system and predicts that in its pure form, hierarchy will be 
detrimental to many global strategies. With the relevant business arena be- 
coming something like a big unified “home market,” multinational corpo- 
rations are evolving towards more complex structures and strategies. These 
are characterized by a heterarchy of many different kinds of centers where 
subsidiaries take strategic responsibility for the whole MNC, there are coali- 
tions with other firms, and strategies are aimed at seeking and creating new 
competitive advantages rather than exploiting old ones. 


Organizing to Implement Strategies of Diversity and Globalization: The 
Role of Matrix Designs / Jay R. Galbraith and Robert K. Kazanjian 


-The authors support the principles of matrix organization designs, not sim- 
ply structures, as appropriate and responsive to the strategies of diversified 
multinational corporations. They examine some of the problems and solu- 
tions to the administration of networks of joint ventures and wholly-owned 
subsidiaries that are essential forms for the conduct of diversified, multina- 
tional enterprises aspiring to be effective international competitors. The 
competitive advantage will go to those organizations that solve the prob- 
lems of compensation, skill development, and staffing decisions and career 
paths designs. 


Controlled Variety: A Challenge for Human Resource Management in the 
MNC / Yves Doz and C. K. Prahalad 


| 
Spring 1986 


How can human resource management contribute to helping diversified 
MNCs meet the challenge of combining strategic control and strategic vari- 
ety? In order to increase their competitive advantage, these firms need to 
develop “balanced” managers with multifocal approaches that are sensitive 
to the demands for local responsiveness and opportunities for global inte- 
gration. Doz and Prahalad explore the tough agenda that both HR profes- 
sionals and top management must work in order to build the quality and 
effectiveness of the MNCs human resource management process. 


Is “Organization Culture” Culture Bound? / Nancy J. Adler and Mariann 
Jelinek 


Americans’ culture boundedness makes it particularly problematic for them 
to remain globally competitive. Trapped inside of a parochial (one-culture) 
paradigm, the American construct of organization culture is not so much 
wrong or wholly dysfunctional, as it is incomplete. Managers can create the 
opportunity for cultural synergy by developing an organizational culture 
in harmony with societal culture or they can work toward a transcendent 
organizational culture drawing on multiple cultures rather than warring 
with them. 


The Cross-Cultural Puzzle of International Human Resource Management 
| André Laurent 


Laurent perceives the challenge faced by the infant field of international 
human resource management as solving a multi-dimensional puzzle lo- 
cated at the crossroad of national and organizational cultures. His research 
findings conclude that deep-seated managerial assumptions are strongly 
shaped by national cultures and appear quite insensitive to the more tran- 
sient culture of organizations. How many headquarters genuinely believe 
they can learn from their foreign subsidiaries? How many implement such 
a rare belief by internationalizing headquarters staff and top management? 
He advocates the development of forward-looking international corporate 
cultures that could provide ihe impetus and proper framing to address the 
key issues in international HRM, thereby integrating strategic choices in a 
global vision of the firm. 


Transferability of Japanese Human Resource Management Abroad / 
Hideo Ishida 


This article examines the kinds of HRM problems arising in Japanese com- 
panies operating abroad, how Japanese managers deal with them, whether 
the Japanese style of HRM can be transplanted in other cultural settings, 
and what modifications are needed to ensure its transferability. Based on 
the findings of interviews and questionnaires, Ishida concludes that non- 
Japanese companies may find it possible to adopt certain Japanese style 
HRM practices and thereby revitalize their blue collar workforce. Yet 
Japanese companies both within and outside the country leave much to be 
desired in their way of managing middle and higher echelon managers. 


Information, Control, and Human Resource Management in Multinational 
Firms / Vladimir Pucik and Jan Hack Katz 
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With the increased globalization of market competition, multinational cor- 
porations must more than ever before monitor and coordinate their global 
research, production, and marketing capabilities to gain a worldwide com- 
petitive advantage. Without an appropriate configuration of the human 
resource management system, the information processing and corporate 
control systems are likely to fail. This article discusses the interdependen- 
cies of the three global systems—control, information transfer, and human 
resources—and considers their formidable challenge to HRM executives in 
multinational firms. 


Human Resource Management in Multinational Cooperative Ventures / 
Peter Lorange 


Joint ventures, licensing agreements, project based cooperative networks, 
and franchises are becoming commonplace vehicles for implementing strat- 
egy in multinational contexts. Lorange discusses six critical HRM issues as 
they apply to each of these four unique types of cooperative venture: as- 
signment of managers to cooperative ventures, the human resource trans- 
ferability issue, managers’ time-spending on operating vs. strategic tasks, 
the human resource competency issues (avoidance of judgment biases), 
loyalty issues, and career planning issues. 


‘The Strategic Outcomes of Human Resource Management / Paul A. L. 
Evans 


Evans suggests that human resource management as a field needs to become 
more outcome oriented. In this article, he discusses four strategic out- 
comes for HRM, each focusing on a different problematic facet of the 
organization—environment relationship: equity and human relations, com- 
petitive performance, innovation and flexibility, and in the MNC, inter- 
unit integration. It is the fourth outcome—corporate integration of busi- 
ness units and divisions—that provides the frontier for HRM inquiry. 
Epilogue / Edgar H. Schein 
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Succession Systems in Large Corporations: Characteristics and Correlates 
of Performance / Stewart D. Friedman 


Does it matter what a firm’s succession system is like? Drawing on the 
res “te ¢f bis study of 235 Fortune Industrial and Service 500 firms, Fried- 

. ava s the seven dimensions characterizing succession systems. He 

chat nigh and low performing firm, have different kinds of systems. 
re discus: ‘implications for succession system management, including 
CEO ixvol «ment, human resource reviews, substance vs. form in succes- 
sion sysiems, succession staff roles, executive development, and the link- 
age between HR strategy and business strategy. 


Matching Managers to Strategies: Point and Counterpoint / Anil K. Gupta 


Gupta’s dialetic raises some practical implications for directors, corporate 
executives, and HR managers who deal with the dynamics of matching 
managers to strategies: pay attention to the situational context; go after 
intended, and not current strategies; and focus on the team, not just one 
individual. Rooted in strategic human resource management concepts, the 
author’s aim is to discourage the adoption of simple-minded approaches to 
matching managers to strategies. 


Dilemmas in Linking Succession Planning to Individual Executive Learning 
/ Douglas T. Hall 


In order to improve individual and organizational performance and adapt- 
ability, we must broaden our definition of executive learning, giving equal 
emphasis to personal and task development. Hall’s article explores some of 
the dilemmas in the succession — development linkage, including succession 
divorced from strategy, homosocial reproduction, and too little candidate 
involvement. He argues for the pressing need to find more successful and 
more strategic succession planning systems. 


Concerns of the CEO / Edward H. Bowman 


Why should we be curious about the concerns of the CEO? Arguing that 
top staff people can be more effective in informing, helping, and facilitat- 
ing CEO activities if they understand their CEOs’ concerns, Bowman draws 
on interview data from 26 CEOs in a wide variety of industries. He con- 
tends that a loosely coupled chain starts with CEOs’ concerns, moves on to 
agendas, and then on to behaviors. He considers forty CEO concerns 
against frameworks involving strategy, planning, roles, and economic deci- 
sion-making. 


The Dynamic Organizational Contexts of Executive Succession: Consider- 
ations and Challenges / Craig C. Lundberg 


As the rate of change increases for society, markets, and industries, we 
need to focus on succession contexts related to evolutionary and planned 
organizational change and transformation within and between stages of the 
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organizational life cycle. Lundberg’s essay explores the change contexts 
and processes leading to transformations, the roles executives play in them, 
and subsequent implications for executive selection and development. 


Heroes in Collision: Chief Executive Retirement and the Parade of Future 
Leaders / Jeffrey A. Sonnenfeld 


Sonnenfeld argues that it is as important to understand leaders’ departures 
from their work organizations as it is to understand their rise to power or 
the qualities of their reigns. He examines three sets of tensions inherent in 
the corporate leadet’s retirement event: those within the leader, those 
across generations of leaders, and those between leaders and their constitu- 


ents. He contends that our limited understanding of the impact of execu- 


tive retirement patterns, the particular difficulty of leaving top offices, and 
the growing tension across generations demand attention and concern on 
the part of people of 


Human Resource 


On Executive S ion: Conversation with Lester B. Korn / Douglas M. 
Cowherd 


Cowherd’s candid interview with Lester Korn, Chairman and CEO of Korn 
/Ferry International, provides a rare look inside the dynamic executive 
search industry. The se tackles such questions as: How effective are 
succession systems? What mistakes do HR managers typically make in 


initiating more sophisticated succession processes? How should search 


firms and the client HR function work together? What direction will the 
executive search industry take in the next decade? 


Book Reviews 


Iacocca: An Autobio ly, by Lee lacocca with William Novak / Re- 
viewed by Harvey A. Hornstein 


Managing, oy Harold Geneen with Alvin Moscow / Reviewed by Harbir 
Singh 
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Editor’s Note 
In Memoriam: William Gomberg, The Wharton School 


Managing Customers as Human Resources in Service Organizations / 
David E. Bowen 
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Bowen's proposition states that customers act as “partial employees” of 
the service organization. But do they possess the role clarity, ability, and 
motivation required to make them satisfied and capable performers? This 
article suggests that answers on how to manage on-site customers derive 
from models for managing employee behavior. 


Implementing Manufacturing Innovations: Critical Choices of Structure 
and Staffing Roles / Robert K. Kazanjian and Robert Drazin 


What steps can the manufacturing manager take to successfully implement 
process innovation? Kazanjian and Drazin provide a guiding framework for 
linking managerial and organizational actions to the innovation implemen- 
tation process. They consider the nature of the innovation, the appropriate 
configuration of organizational structure, and the existence of a constella- 
tion of critical staffing roles. 


Retirement Policies for the 21st Century / Benson Rosen and Thomas H. 
Jerdee 


Human resource planners and policy makers are being pressured to de- 
velop future retirement policies that address two major concerns: the fore- 
casted shortage of seasoned managers and the life adjustment needs of 
older employees. Rosen and Jerdee’s national sample of executives indi- 
cate a potential reversal of the current trend toward early retirement poli- 
cies. The HRM challenge is to develop flexible programs that benefit both 
senior employees and their corporations. 


Subordinate Appraisal: A Valuable Source of Information About Mana- 
gers / H. John Bernardin 


Bernardin argues that subordinate appraisals can provide an excellent warn- 
ing system of potential problems (turnover, intergroup conflicts, produc- 
tivity downturns), critical data for personnel decisions (merit pay, promo- 
tion, transfers), and an antidote to the insulation and isolation of upper 
level management. He recommends nine steps for successfully installing, 
administering, and interpreting subordinate appraisals of managers. 


Strategic Human Resource Management and Firm Effectiveness in Indus- 
tries Experiencing Decline / Deborah Smith Cook and Gerald R. Ferris 


Human resources become even more critical to industries in decline, yet 
the strategic use of human resources is typically an afterthought in most 
turnaround strategies. Cook and Ferris report on how high and low per- 
forming firms in three declining industries (airline, retailers, and oil) dif- 
fered in their use of human resources. 


Human Resource Management in Action 
Management Roles in the Implementation of Participative Management 
Systems / K. Kim Fisher 
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In spite of the wide use of participative management systems in U.S. indus- 
try, managers at all levels continue to express confusion and difficulty with 
their dynamic roles. Fisher cites lack of clarity of vision as a key cause. He 
outlines five stages of participative work system maturing along with their 
corresponding —-and changing — management roles. 


Book Reviews 


Leadership and Performance Beyond Expectations, by Bernard M. Bass / 
Reviewed by Morgan W. McCall, Jr. 


Beyond Human Scale: Tie Large Corporation at Risk, by Eli Ginzberg and 
George Vojta / Reviewed by David W. Lacey 


Working with Careers, by Michael B. Arthur, Lotte Bailyn, Daniel J. Levin- 
son, and Herbert A. Shepard / Reviewed by Douglas T. Hall 


Challenges and Choices Facing American Labor, by Thomas A. Kochan 
(Editor) / Reviewed by David Lewin 


What Do Unions Do?, by Richard B. Freeman and James L. Medoff / Re- 
viewed by William N. Cooke 
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Editor’s Note 


The New Workforce Meets the Changing Workplace: Strains, Dilemmas, 
and Contradictions in Attempts to Implement Participative and Entrepre- 
neurial Management / Rosabeth Moss Kanter 


Kanter proposes that the shift to a more participative, entrepreneurial 
workplace begets new problems as it resolves old ones. The new problems 
are (1) equity of pay—increasingly the new workforce challenges the legiti- 
macy of pay and how the payroll is divided, (2) the impact of new entre- 
preneurial management modes on traditional management controls, and 


- (3) the threat to equal opportunity goals brought on by the increasing 


demand for greater commitment to work at the expense of family life. 


Preface: Symposium on International Human Resource Management / 
Articles by Chris Argyris, Per-Olof Berg, and Anders Edstrom 


Reinforcing Organizational Defensive Routines: An Unintended Human 
Resources Activity / Chris Argyris 
| 


Why would human resource professionals act in ways that undermine 
organizational learning and effectiveness? Argyris looks at how some be- 
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haviors and their self-reinforcing loops contribute to ineffective line leader- 
ship. He also argues that these negative behaviors are reinforced by man- 
agement development, organizational development, and reward and ap- 
praisal systems. 


Symbolic Management of Human Resources / Per-Olof Berg 


Berg’s remedy for organizational renewal centers on four strategic symbol- 
ic resources: historical resources, basic values and ideologies, particular 
activities and events, and the company ethos. Corporate image, advertising, 
and internal communication are the mechanisms by which business leaders 
orchestrate change and assume their roles as “artists” —roles, Berg argues, 
that are as important as management’s rational decision-making capability. 


Leadership and Strategic Change / Anders Edstrom 


This article provides a candid view of one of the most dramatic corporate 
turnarounds in recent business history: the revitalization of Scandinavian 
Airlines System (SAS). Edstrém’s interview data provides us with both 
process and the lessons learned regarding line managers’ functioning with 
the corporate philosophy, changes in their value orientations, and their 
role as change agents. 


Fostering and Facilitating Entrepreneurship in Organizations: Implications 
for Organization Structure and Human Resource Management Practices / 
Randall S. Schuler 


Schuler argues that organizations are not going to become more entrepre- 
neurial merely by establishing venture groups. The tougher task is figuring 
out how to sustain innovative behaviors across the organization. This re- 
quires being able to design, implement, and manage multiple entrepre- 
neurial groups with HRM practices and systems geared to support their 
needs. 


Book Reviews 


Gaining Control of the Corporate Culture, by Ralph H. Kilmann, Mary J. 
Saxton, and Roy Serpa (Eds.) / Reviewed by Louis R. Pondy 


Mentoring at Work: Developmental Relationships in Organizational Life, 
by Kathy E. Kram / Reviewed by Jean Marshall-Triner 
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